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CHAPTER I 
INTRODUCTION 
I. PURPOSE OF THIS STUDY 
Public Relations is closely associated with human behavior. 
Our whole life consists of an endless continuity of Public Relations of 
a wide variety. It may, therefore, be defined as the art of studying, 
knowing, understanding and influencing people either as individuals or as 
groups. 
This study concerns itself mainly with Human Relations as pertaining 
to business. IIPu.blic Relations in business exists for promotion of harmony 
among employees, stockholders etc. for the more efficient produc tion of 
good s, for the satisfaction of human needs, for the continued advancement 
of the broader pur-pose s of life .ul 
Ever since the industrial revolution brought about far reaching 
changes in human ways of life, the relationships between employers and 
their employees have commanded a great deal of public interest. Speaking 
of Industrial Relations, the following three power-elements are involved: 
1. Brain-Power, encompassing management, research and engineering 
2. Machine-Power as a sum total of modern production efforts and 
3· Man-Power consisting of the human beings who set up, maintain 
and operate the machines. 
lF. T. LeBart, IIA General Inquiry into the Nature of Public Relations", 
Thesis for Boston University, School of Public Relations, 1949. 
2. 
While the first two elements as mentioned above have been 
developed to a very high degree of efficiency and perfection, the human 
factor has long been neglected and overlookede 
"Industry's trend away from regarding the ,.,orker in the simple 
sense of •economic man' has been an evolutionary process which has seen 
steady improvement with outstanding gains during the 30's ancl 4o•s. 
Embarking on the 50 1s, it appears that complete acceptance of the human 
factor in industry is about at the VAlfway mark and the time is approaching 
when industry thinks exclusively in terms of the 'human man•.n 2 
Despite this optimistic outlook toward a closer understanding of 
basic human problems in American industrial relations the consideration 
of human factors in general is still quite insufficient. For generations 
industriali sts have neglected the 11 social ma.n 11 in favor of the "economic man". 
Labor used to be referred to as a commodity and human needs were interpreted 
in strictly economic terms to the neglect of other considerations. The 
industrial executive has tended to regard social legislation affecting his 
workers as 11a tax upon private enterprise". He has been inclined to be 
suspicious of humanitarian or social ·thinking, basing too many of his 
judgments on a narrow interpretation of financial reports. 
There are, however, examples of enlightened management in our time 
\'there the human factors involved in employer-employee relations have not 
only been put on an equal footing with consideratiors of economic am 
---------------------
2 Philip S. Haring, Professor of Public Relations at Boston University, 
School of Public Relations 
technological nature, but vrhere there has been a consideration of these 
human factors as dominant prerequisites for a successful and prospering 
business ente rprise . 
II. STATEt.r:ENT OF THE PROBLEM 
AND SIG1UFICANCE OF TERMS USED 
It is the major hypothesi s of thi s thesis that , when the human fac-
tors involved in employer- employee relat i ons are being recognized, under-
sto od and respected in the daily operations of the business, everyone 
concerned will benefit. 
In this connection "ever<J one 11 means all the publics of a rosiness 
both internal and external, such as management, employees, stockholders, 
consumers, gove nment etc . 
11Benefit 11 is to be understood as goals attained, being goals that 
are held to be in the public interest~ For i nstance , management may 
legitimately seek to i ncrease the output and to decrease the cost of 
producti on; the consumer may ask for goods of better quality at lower 
pr:ce s; s tockholders may expect bigger returns for their i nvestment. and 
employees or labor may legitimately stri ve for improved working conditions, 
for personal and economic security and for satisfaction in their j obs . 
All the legitimate de~ands of the various groups listed above 
comprise the H~man Factor which shall be unders tood as regard for .and due 
3 
consideration of basic human needs, physical , psychological and sociological . 
Based upon trustwortby observation as well as on professional 
surveys and scientific firrlings, it shall be endeavored 
1. to paint a true-to-fact picture of humanism in industry and its 
effects upon employee morale and prcd.ucti vi ty as achieved at Jack & 
Heintz, during the war years 194o - 1945 
2. to describe some of the most important factors relati~~ to group 
morale and group productivity 
4 
3· to exaw1ine various democratic ways of communication and collaboration 
between groups in industry 
4. to study socio-psychological methods of how best to measure human 
factors in industrial relations 
5· to correlate certain research firrlings on productivity, supervision 
anrl_ group morale with the evidence of physical factors obtained in 
point 1. above. 
IIGroup Morale 11 involves in itself several human factors. It is 
not a single entity, but can be broken down into a number of different 
ty:pee of motivation, such as (a) job satisfaction, (b) pride in work group·, 
(c) i ·dt~ntification with company, (d) satisfaction with wages, (e) chances 
for promotion and others. 
The significance of this correlation as set forth in point 5. shall 
be evaluated from a public relations point of view. Finally the chapter 
dealing with conclusions and recommendations shall point to ways and means 
of ho\~ the findings of this study may serve as a guide towards improved 
democratic employer-employee relations throughout the nation. Such a goal 
would have to be achieved through evolution, education and increasii"..g 
awareness of the social responsibilities of all groups involved. 
III. I'lETHODS OJ!' PROCEDURE 
1. Printed sources of information on Jack & Heintz served a s 
factual basis for tP~ data relevant to the major hypothesis. 
As thorough a research as possible was concentrated on two 
maj or groups of information as outlined in methods 2. ancl 3· 
2. Production figures, cost of production and other statistical 
iruormation on Jack & Heintz, together with a brief historical 
analysis of the development of tt1is company may indica te attainment 
of goals previously established as legitimate on the part of 
management. 
3· The enlightened personnel policy of Jack & Heintz as desc r ibed 
i n printed. sources of information was critically examined , i n 
orde r to de t ermine and define: 
(a ) the exact kind of respect for and underst anding of human 
factors in employee relations 
(b) the stimulating effect which those forward-l ooking concepts 
of dealing with labor as human beings had upon the morale 
of the employees of Jack & Heintz. 
4. Previous scientific surveys on related subjects, conduc t ed by 
t he Institute for Social Relations, University of Michigan, were 
studied in order to provide useful criteria, principles and 
standards against which the findings of this study could be 
compared, analyzed and evaluated. 
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CHAPTER II 
HISTORY OF JACK & REil~Z. Il~. 
I. HU~lAN RELATIONS FIF.ST 
Shortly before he died, President Roosevelt had the following 
to say on the importance of Ruman F.elations: 11 Today we are faced with the 
pre-eminent fact that if civilization is to survive, we must cultivate 
the science of Humar+ Relationships - the ability of all peoples at all 
times to live together and work together, in the same world, at peace.n 
And President Truman remarked in a speech given in October, 1949: 
"The challenge of the 20th century is the challenge of Human Relations 
and not of impersonal natural forces. 11 
In the light of present political events, those words assume 
increasing importance. Ruman Relations is the key problem of our troubled 
times, and, ~nless we apply the basic principles of human understanding, 
charity and ~o-cperation to our personal and social relationships ·from 
the community level up to and including international affairs, all the 
diplomatic or military victories in the world will not be able to save 
our present-day civilizations from total destruction. This rising threat 
is obvious to mar..y, and a number of spiritual and educational leaders 
have promoted plans to avert complete tragedy. It seems, however, that 
the solemn pleas of those few nwise men11 are far outnumbered by a group 
of 11modern 11 men and '"omen who put all their hopes and expectations in 
mechanical power-instruments ·and technical kno~r-how achieved through the 
rapid progress in science. If it is science that gives us pmY'er, who -
we may ask - will show us the way and teach us the restraint and wisdom 
to use this pO'vter? Science per se will not d.o aeything for us and our 
survival. 
The struggle today is fought on both ideological and philosophical 
planes and we are led to believe that the good cause will win out in the 
end. r-iost of us are convinced of the superiority of our democratic 
institutions as a form of government and a way of life. The personal 
freedoms anct human privileges for which our forefathers stood appear to 
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be as much cherished today as they were 175 years ago. Men have to be free 
if good Human Relations are to prevail. Free men, however, must also accept 
their social obligations and responsibilities readily, in the interest of 
the freedom of all individuals. On this basis, it will be relatively easy 
to obtain the necessary team-work and collaboration without which no common 
problem can be solved in a truly democratic way. 
II. THE PEBSONALITIES OF :BILL JACK AND RALPH HEINTZ 
:Before giving a brief description of the personnel policies of 
Jack & Heintz, Inc. during the war years 194o- 1945, it is essential to 
int roduce the two men whose backgrounds, personalities and philosophies 
of life made the phenomenal success of their firm possible. 
:Bill Jack. William Saunders Jack was born in 1888 in Cleveland, 
Ohio. He quit school at 15 and took his first job as an ap:pren tice vTi th 
the Hussey Drop Forge Co. After three years of apprenticeship he became 
a toolmaker in the lamp division of General Electric. He was initiated in 
1911 into the International Association of Machinists and, finally, settled, 
in 1913. in Cleveland as a member of local 83 of that union. In his 
capacity as business agent of the InterP~tional ~~chinists Union he increased 
its membership from 100 to 3500 within five years. 
Although he believed in organization and education towards trade 
unionism, Bill Jack was opposed to strikes called on the spur of the 
moment and also to all forms of campaigning against employers. Be ing a 
hard worker himself, he \'las convinced that some ways of und.erstanding 
between industrial management am organized labor should be found to avoid 
unnecessary cessation of work . 
Bill Jack stood for efficient production methods providing such 
efficiency was not abused. His main attitude towards labor and its problems 
was humanitarian. He believed in the concept of humanism in industry, a 
policy which he has put into successful operation in his plants. 
The following quotation from one of his speeches will best reveal 
Bill Jack 1 s thoughts and ideas on industrial relations: . 
11 I am trying to spread the doctrine of humanism in industry throughout 
the United States of America •..• If we are to be successful I must 
have your support. Anytime there is something wrong I certainly would 
like to get a letter calling m1 attention to something that could be 
approved upon ••• I will personally investigate anything that comes 
up which is to the interest of you and your family. So please, help 
me! Many forces are not in accord with some of the principles we 
stand for in industry. 11 3 
3 R. H. Ward, The Personnel Program of Jack & Heintz {Ne\'1' York: 
Harper and Bros., I§'Ii:5), 146 pp. - -- -
Other important character traits of Bill Jack which enabled him to 
gain and hold a strong influence upon his employees were his absolute 
honesty and sincerity, his initiative, energy and exceptional power of 
expression and his fair and equitable treatment of his employees. He 
showed a deep human understanding of labor and its problems and believed 
in the democratic form of industrial management. In questions of shop 
efficiency it was Bill's opinion that this was best attained by giving a 
great deal of attention to the human factors involved which are apt to 
bring about group harmony. 
Bill Jack 1 s leadership was generally recognized and faithfully 
accepted. His whole personality inspired friendship and confidence. He 
did not forget for a moment that he, too, came from the bench, hence his 
thorough understanding of the thinking and feelings of industrial workers. 
His employees, according to a report in Business Week of Dec. 26, 1942, 
achieved a very high record for production. 
Ralph Heintz. Ralph Heintz, the inventor and engineer of the team, 
was born in 1392 in St. Louis, Mo . He studied at the University of 
California, joined the Army in 1917 where he served in the signal corps 
and continued his studies after World War I in Stanford from which in-
stitution he graduated in 1920. 
Wo rking in similar fields and thinking basically along related 
lines the two men, both at the West Coast at the same time, were likely 
to meet. They started their first plant in California in 1937· Although 
this experiment was of short duration, it worked out to the satisfaction 
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of both, and when World War II came with increased government demands for 
tecr~ical products, the two men teamed up again .Together they established the 
10 
firm of Jack & Heintz in 194o where they achieved generally recognized 
production records. 
Heintz's genius solved complicated technical problems, cut production 
costs and procedures to a minimum and he became known as the man who eats, 
sleeps and dreams ,.,.ork. At the same time he kept himself in the background 
as much as possible. He shared with Bill Jack his policy of human under-
standing to\o:ards the employees of the firm and was also known for his 
honesty and sincerity~ Under these prevailing liberal and democratic 
conditions nobody found anything unusual in the term "associates" used for 
the \'rorkers of Jack & Heintz. 
liThe 'associates• of 1Je.hco' (Jack & Heintz Company) respect Ralph 
Heintz. They almost worship Bill Jack, Heintz dreams up designs for war 
instruments, and Bill Jack gets them into production by guiding his men 
and machines. Jack, a brilliant production man, is a genuis at getting 
people to work with him and for him. u4 
The following lines written by Ralph Heintz are significant of the 
Jahco spirit and shed a light upon the enthusiasm for work generally 
prevailing at Jack & Heintz: "As with an army \vhich looks to its general 
for driving force, judgment and understanding, \ve look upon our president . 
Bill Jack, for it is his figure and dynamic personality and his ability 
for hard work and clear thinking that set such a perfect example for those 
working "tti th him." Significant, also, for the Jahco spirit is the motto 
of the company: "Labor and Management Associates in Progress through 
Co-operation". 
4 "The Jahco Way with its Employee Associates", Fortune l•1agazine, 
29:96-9, January, 1944 
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III. 11 JAHC0 11 FROM 19l.to TO 1945 
Jack and Heintz was organized in November, 194o. Four years later, 
Fortune !•iagazine reported that 11 The 1 J ahco 1 "Viay l·ri th its Employee 
'Associates' had already become legendary. No other U. S. war production 
miracle has excited people more than tbe performance of this Cleveland, 
Ohio manufacturer of airplane starters, automatic pilots and other flight 
instruments. Jack & Heintz achieved a high-ran..lcing production record which, 
it can be assumed, is due to their unique personnel policy. Jahco handled 
its employees as employees were never handled before. Here are just t vio 
of the many benefits given to Jahco employees or 11 associatesn: 
1. Each nassociate" is given free 1 to 2 pairs of specially fitted 
working shoes, 2 uniforms, health facilities etc . 
2. 11Associates 11 after six months with Jahco are entitled to free 
vacations with p~ (plus $50.00 spending money) on the company's 
wooded Harbor Island in Canada or on tropical Honeymoon Island 
off the west coast of Florida. 
From their start in 194o with 25 men who had to work in a grimy, 
leaky, rat-infested shop, with little light, less heat and under very 
poor hygienic conditions Jack and Heintz, whose partnership contract was 
simply a handshake, developed their enterprise to such an extent that 
after 4 years Jahco owned $4 mill i on worth of plant equipment, six factories, 
most of them new, and boasted 7500 11 associates 11 • Sales for the fiscal year 
ending October 31, 1942 were $23 million. For the same period in 1943 
sales had climbed to $100 million. 
i'ihen Jack & Heintz l I nc. was chartered in Cleveland in 194o the 
initial c~pital was $100,000. The entire sum Wa$ supplied by Bill Jack 
who, in turn, lent $25,000 each to his sons Clarence and Russ and to Ralph 
Heintz with which to buy a quarter each of the interesta Heintz has since 
paid off his share. 
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Jack and Heintz were production geniusses. \'lhile Ralph Heintz 
designed a ne 'I air-plane starter so as not to infringe on patent rights held 
by the Eclipse Pioneer Division of the Bendix Aviation Corp., Bill Jack 
tooled up the plant with the necessary machines and also organized mass 
production. About 90 per cent of all manufacturing operations were made 
automatic or semi-automatic. This allowed them to use unskilled or semi-
skilled men or girls on jobs heretofore requiring highly skilled hand-
workers. The partners were constantly striving not only to outdo their 
rivals but to outdo themselves. 
As an example of ho\'t production costs 'ttere cut down at Jack & Heintz, 
we just mention their automatic pilots wh ich, in the middle of 1942 were 
priced at $4,500 each. None, however, was ever billed to the government at 
more than $2,900. By July, 1943 the price \'las down to $1,870 which was 
below the competitors' quotation of $2,200. It was generally agreed among 
Cleveland business-men that the astoundingly low prices and production costs 
of Jack & Heintz were due mainly to three factors: 
1. Better engineering 
2. Better shop practice and enlightened labor relations 
3· Willingness to work for smaller profits. 
But Bill Jack's labor relations techniques became the most famous factor 
of all and his most important contribution to the art of industrial 
ma!19.gemen t • 
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The labor relations methods of Jack & Heintz will be discussed in 
detail in the following chapter. To get an over-all idea, however, how much 
money was spent each year on benefits and special privileges to workers, 
some of the guiding principles, as outlined in an article in Public Opinion 
~arterly, shall be listed as follows: 
1. Sincere recognition by the mana~ment of the importance of the 
il".dividual man. 
2. No piece-work 
3· Free coffee at any time 
4. Absolute fairness in the handling of grievances and promotions 
5· Security through libere~ pay, free life-insurance policies and 
loans to employees 
6. Protection of the workers' time and pay through 
(a) free dental care in the plant 
(b) immediate care for colds through vitamins, steam baths, 
massages, diathermy and chiropractic treatments 
1· A bonus of $50.00 a month to each 11 associate 11 
In 1943, the company spent $121 a month for benefits including 
vacation, lunch etc. for each 11 associate 11 • Figuring an average of 6,000 
"associates", it must have disbursed more than $8,500.00 worth of benefits 
for one year. In addition, the employees received a premium of about 
$2,500 ,000 for overtime, since at Jack & Heintz 2 shifts only of 12 hours 
each were used instead of 3 shifts of 8 hours. This brought the total for 
benefits and overtime up to about $11 million in 1943, or 10 per cent of 
gross revenues, or 17 per cent of costs. The fact, however, is that this 
system produced happy workers. 
Another fact was that Jack & Heintz, Inc. was able to compete 
successfully with other companies '"hose employee-benefit system did not 
include 42 hours a week overtime, steam baths, free vitamins and all the 
other amenities of the Jahco way of life. 
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Despite this huge financial outlay for employee-benefits the 
company was able to offer progressive reductions in selling prices every 
six months. Even though, in 1943 alone, aggregate reductions in original 
contract prices amounted to $55 million, the sales for that year topped all 
previous figures and reached a high of $103 million. 
The following facts and figures as published in an article in the 
June, 1943 issue of "Industrial Marketing11 are as accurate as could be 
obtained. There, in a speech before the Atlantic Regional Conference of 
the National Industrial Advertising Association in New York, l3ill Jack 
revealed anew the philosophy behind his labor rela~ions program which had 
resulted in such great production achievements. He tried to prove thro~gh 
statistical data that the phenomenal business which he has built upon his 
creed of 11 Humanism in Industry 11 is being operated with greater efficiency 
than that of any other plant in the country. He told the assembly that 
Jack & Heintz employed over 7000 men and women in their six plants, that 
its workers are 100 per cent unionized (A. F. of L. International Associa-
tion of Machinists) and that, by their o\m free choice, they work 12 hours 
a day seven days a week. The workers are paid on a merit system with a 
minimum and maximum hourly rate, the wage received depending entirely upon 
the recommendation of the supervisor in charge of the particular department. 
A feti operating figures for the year 1942 and the beginning of 1943 follow: 
Thi s fiscal year ending October 31, 1942 showed a total business 
volume of $19 million. Profits before taxes amounted to approximately 
$8 million, out of \'lhich approximately $6 million were paid to the 
government. $1,500,000 were set up for a post-war adjustment fund and a 
sum of $500,000 '~as set up for repairs and replacements and also for a 
school fo r the free education of Army and Navy men who came into the plant 
to l earn about the equipment being made. 
In the first quarter of the new fiscal year - November, December 
1942 and January 1943 - the company did more business than in the entire 
preceding year. Furthermore, in the month of March, 1943 sales .'ler e 
$11,500,000 which was more than half of the sales figure of the entire 
preceding year, with a profit of nearly as much as was made in the first 
quarter. Despite this record of profit the company's prices were an.,vwhere 
from ten to forty per cent lower than those of its competitors. 
:By the end of 1943, Jahco employees had received a Christm~s bonus 
to t alling more than $2 million as c ompared with $1,550,000 paid in 1942. 
The peak was reached in 1944 \~hen a total arnoun t of $5 to $6.5 million 
was paid i n bonuses to 8800 11 associates 11 • 
Looking t owards the future welfare of the llassoc ia. tes" t h!'l company 
se t up i ts po st-war reserve so as to guar ant ee that all who whished might 
work at least 4o hours a week , until such a time as a regular income would 
be derived from pea ce-time production. 
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CHAPTER III 
i'THAT I:.fADE JACK & HEIUTZ FAMCUS 
I. DEMOCRACY IN BUSINESS 
A. Enlightened Management 
Jack & Heintz, Inc. represents a far greater contribution to 
forward-looking concepts of personnel work than has been generally realized. 
Their plans to build a. manufacturing organization for the quantity production 
of precision mechanisms involved a three-fold goal: 
1. a stable long-term competitive position 
2. adequate earning power 
3· sound reputation for good work, fair prices to customers, ar~ 
fair and equitable treatment of its employees. 
It does not take a social reformer to \'lork out objectives like this which 
are acceptable alike to capital, management, labor and the consumer public. 
In a rare understanding of the company's human and technical needs 
Jack & Heintz developed a policy which contained the fo1lo\'ling unique 
features: 
1. Understanding and objective attitude toward the human problems 
and social obligations of industry 
2. Effective utilization of man-pm.,rer 
3· Objective and honest decisions applied to the study of the 
human factors in industry 
4. Improvement of earning power, long-term competitive position, 
price policy etc. through improvement in man-pO\¥er methods. 
An article in the "Iron Age II of .April 6, 1944 attributed the 
success in achieving record brea~ing production records at Jack & Heintz 
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to the humanism that prevailed between management and employees. :Bill Jack, 
\'lho had started from the bench and had been a business agent of the 
machin ists' union, understood the \'lorkers 1 psychology and attitudes. He 
tried to make every worker feel that he was a partner in the business. On 
this score his two principal objectives were to eliminate fear and to take 
care of the human body. 
Stating that he had no quarrel with efficiency and time s tudy men, 
Mr. Jack ex:pressed the belief that the greatest curse of production is the 
fear vrhich preva.ils in many plants that a piece rate will be cut. As a 
result of this belief there devel oped a bond. of understanding beh;een 
\vorker s as to what they could reasonably produce \vi thout being cut. In 
the Jack & Heintz plants, on the other hand, straight tim8 was paid arid 
formal i ncentives were lacking. A much more potent incentive, however, was 
d.eveloped and maintained: work pride and a high tlesprit de corps 11 • 
:Bill Jack's belief in democratic methods in industry is expressed 
in his following 'trords ~ 11 The voice of labor in not a threat to private 
enterprise. Private Enterprise should realize that democracy canno t be 
left behind at the factory gates. Good citizens in a political democracy 
cannot spend 8 hours a day in an industrial autocracy11 • 
Witrun the realm of democratic industrial relations the bes t 
results for the benefit of all will be obtained where an over-all under-
st~~ding exists between management and labor, supported by mutual respect 
and confidence. 
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B. A Philosophy of Human Understanding 
Jack & Heintz personnel policies have developed out of the life 
experience of Bill Jack and Ralph Heintz and out of their vision of a 
more humane approach to industrial organization. They must be cons idered 
pioneers in trying to weld together the best in capitalistic private 
enterprise and the best in collective democratic self-determination. It 
was the policy of Jack & Heintz to cultivate in their plants a form of 
open-minded and objective thinking which did not com:lemn any idea because 
of its sponsors or its extreme implications. Ideas were selected out of 
human experience with no other guide than their value in re.gards to the 
interest of labor, management and the consumer. 
The thorough understanding on the part of Bill Jack of his workers 
and their needs expressed itself in his every word and action. He 
inspired confidence and had natural leadership. To an observer of the 
enthusiasm displayed by all 11 associa.tes 11 from the top down to the ranks 
it was not easy to distinguish whether the cause was to be found in the 
fervid spirit prevailing in the Jahco plantsor in the fanatical loyalty 
to Bill. Whenever Bill expressed his id.eas or explained his plans over 
the address system through informal talks to his "associates" he almost 
always 11hi t the spot11 and ignited the spark of enthusiasm in hi s listeners. 
In one of his addresses he said: 
11 The country as a whole has a big job ahead. In order to achieve 
victory we .ust have harmony in the industrial plants of this 
country. I:f management t11ill only take into mind how they are 
going to inject an 1ism' behind the vrord 1human 1 any man in the 
U. S. A. can get exactly what we get at Jack & Heintz, and that 
is a 100 per cent co-operation from each ar~ every 'associate' 
in our organization. Our motto is 1Labor and Management Associates 
in Profit through Co-operation'. The man who is sweeping the floor 
or the man who is oiling the machinery or firing the boiler is just 
as important in this organization as my associate Ralph Heintz, who 
is one of roy partners, and myself. 11 
This philosophy of social understanding coincides perfectly with the 
concept of Public Rela.tions as expressed by F. T. LeBart5; 
"Public Relations is the development and application of principles, 
methods and techniques to the iildividuals or groups who comprise, 
influence or are influenced by a given organization, so as to build 
or maintain the human relationships requisite to co-operation, under-
standing and progress of society." 
C. Special Emphasis £,!! E:_-way Communication 
Getting information to flow freely through convenient channel s in 
both directions between the working men and their management is one of 
the basic principles of sound Public Relations in business or industry. 
It endeavors to promote co-operation among or with the various publics 
of an industrial organization. 
Bill Jack was famous for his inter-plant public address system 
which he used to. keep in constant and direct contact with his employees 
and which became a significant part of the wh ole Jahco philosophy . There 
were musical selections devised to ease the strain of the job and church 
services on Sundays. The principal idea, hO\"Vever, was to keep the 
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11associates 11 informed, and :Bill Jack saw to it that this part of his duties 
was faithfully fulfilled to an extent hitherto unkno\m in industrial 
relations. The microphone on Bill Jack's desk became a symbol of this 
5 F. T. Le:Bart, ~. cit. 
new democratic spirit in industry, a constant reninrl.er that executive 
offices and management policies are no longer remote from the concern of 
those who do the physical work. 
Bill Jack who was on the job from 14 to 20 hours a day took a per-
sonal interest in sharing his thoughts with his 11 essociatestt. Twice a 
month he talked regularly over his public add.ress system to the workers 
on each shift in each plant. That means that 12 times a month he was in 
the plant at 3.30 a.m. talking to the men of the night-shift. He was 
• convinced of his obligations and his social responsiblity to keep the 
workers in the plants constantly informed of the progress and problems of 
the company. But it was equally important to him to report to them on 
his own act ivities.this in the interest of achieving as full harmony 
as possible between management and labor. From wherever he was he never 
once forgot to put long distance calls through in order to inform his 
workers of the day and :night shifts of his activities. These addresses 
were characterized by ·their warmth and sincerity; his words were always 
personal, st imulating, encouraging and understanding. 
This outspoken policy by management served not only to propel 
production, but it prevented gossip and rumor from spreading. Every new 
measure or change as well as the reason for same were first thoroughly 
explained over the P. A. system and then discussed among all workers. so 
that generally complete unanimity was achieved when those objectives were 
put into effect. The following passage of one of Bill Jack's addresses 
over the i nter-plant broadcasting system in plain down-to-earth language, 
easily to be understood by each of his workers, may serve to illUstrate 
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the influence of those speeches upon employee morale and productivity : 
"I ask you to encourage any man in any department who may be qualified 
for something better. The company will need leaders. They have to 
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be drawn from our own people. Keep up the Jahco spirit! The associates 
m~st keep it alive, initiating new ideas to improve the quality of 
ahco products ar~ the morale of Jahco at all times. - One for all and 
all for one. - Every associate of Jahco is on my mind day and night 
at all times, because this is the first thing we want : to build an 
industrial democracy that we hope will become a blueprint fo r all 
industries of the United States to follo~1. You are a part of creating 
that blueprint and your actions will guide your future.---~~ 
This casual way of spreading enthusiasm and knowledge of facts was also 
observed by the major and minor executives of the company who became used 
to talking to their ·men about anything and anybody. This method improved 
working relations in three ways: 
1. Intellectual satisfaction among workers of knowing what is going 
on. 
2. Social satisfaction of kno\';ing about the boss a!l.d the men around 
him. 
3· Co-operation between departments who have read or heard about each 
other. Elimination of the feeling of strangeness which exists in 
many other large organizations. 
Another medium of i nformation was the Jahco News which reflected 
faithfully the vie\~oint of the employees. Material representing 
management's vie\iS \oras given limited space only. Thus the Jahco Ue\fs 
constituted a refreshing relief from paternalistic house organs fou.nd in 
other organizations. 
But labor's voice had also to be heard. In ord.er to give the wor-
kers a chance to air their wishes and compla.ints,their suggestions and 
grievances, their job problems and personal troubles Jack & Heintz devised 
a unique systeme 
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From the beginning :Bill Jack felt that an employer should have time 
to circulate among his employees and assist them in dealing with personal 
problems. Later on, when it became physically impossible for him to do this-
something \ihich he considered a normal function of an employer -, he care-
fully selected men and women to act as his 11 Gcod \'lill .A.mbas-adors 11 • It was 
their job to walk through the shops and to talk informally with the v10rkers. 
There was no formal systeru of case records~ Counseling was largely verbal 
and the reports to management concerned individual problems. The Good 
\vill Ambassadors employed by Jack & Heintz were exceptionally well qualified 
in practical occupational experience and in practical experi ence in dealing 
1 
'"i th personal problems. They were chosen by :Bill Jack, a selection based 
solely upon his unusually keen perception of human values. 
Bill Jack instructed his counselors to listen patiently to every-
body 1 s trouble or complaint regardless of ho...,T small or insignificant it 
might appear. To use Bill 1 s O\m words: 11 No matter how small the problem is, 
at the moment it is the biggest thing in the employee Is life. People \1ho 
are troubled seem to feel mu.ch better if they can discuss their problems 
with someone in whom they have confidence . 11 In practice , this system used 
to work like this: a Good Will Ambassador would walk through the shops 
and if any of the 11 associates 11 had a problem he would call the counselor 
over$ Once the counselor had gained the vrorker 1 s confidence, the latter 
\'IOuld fee l very glad to talk freely and to get straightened out his or her 
particular problem$ 
Finally there were the so-called Roving-Mike Meetings which were 
held monthly in each of the plants for day and night shifts. Those meetings, 
r 
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which all associates had to attend, were usually held in the plant cafe-
teria. Five or six mikes \'/ere carried aroun:l by 11 rovers 11 \vho handed them 
to all associates who had grievances. Eefore the associate s got the floor, 
however , Eill would speak through his O\vn mike assuring his workers that the 
meetings were man to man affairs and that each one could speak without fear 
of reprisal. Then for about two hours, during which time all work stopped, 
the workers presented their problems. Jack would listen patiently, answer 
all questions he could haDdle and promise investigation into the more 
complicated grievances. Usually another speech would wind up those meetings .I 
II. PERS01~~L POLICIES THAT MADE HISTORY 
The most detailed description of the Personnel Methods used by 
Jack & Heintz during the war years 194o to 1945 was found in R. H. Ward's 
11 Personnel Program of Jack & Heintz 11 (Harper & Eros., Ne\o! York 1945). 
Accordir~ to this source of information the personnel principles and 
techniques as applied by Jack & Heintz can be broken down as follO\vs: 
1. Factors that made for elimination of the traditional causes 
of the gulf between management and labor. 
2. New methods of labor-ma~~gement collaboration. 
3· Development of a strongly motivated will to work . 
A special sub-chapter will be devoted to the measures taken in the interest 
of the worker's economic, physical and personal security. 
A. Elimination of the traditional Causes 
of the Gu f between Management and Labor 
Jack & Heintz • s personnel method.s were liberal and democratic . 
Their main principles included the following concepts: 
le Management and Labor have the same objectives in developing a 
manufacturing organization. They can fairly divide among them-
selves the benefits accruing from such a development. 
2. There should be absolute honesty and sincerity on the part of 
management in working towards mutually understood objectivese 
3· Management should be free to make final decisions, not dominated 
by absentee capital or banking interest. 
4e t-1anagement ought to understand La·bor especially 'iJhere the keymen 
themselves had shop experience. 
5. Management should fully sup-port union agreements. 
:Bill Jack recognized that an effective implementation of the doctrine of 
identity of economic interest bet\'leen management and labor involves 
1. an equalizing of the rewards of productive work and 
2. a mutual sharing of the risks. 
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Ee realized also that it was up t o management to take the initiative. Jack 
and Heintz dec ided at the beginning,therefore, that management should share 
higher profi ts with the' workers. According to their theory management ar:d 
labor are living in the same economic, social and cultural world, and they 
' 
can both constructively utilize mo re money 1.•rhen they can get it. It is 
known that Jack & Heintz have ahrays paid high \'/ages whenever possible and, 
consequently, cut turnover and absenteeism to a minimum. :Bill Jack believed 
that the worker could be trusted wi th more income. He was able to prove 
his p oint when large amounts of the employees• income continued t o flow 
into investments in war bonds , company preferred stock, property O\vnership 
and. savings. 
It is more than just interesting that this philosophy of Bill Jack 
in regard to his employees constitutes an almost radical departure from 
traditional industrial thinking and forms the real basis of all other poli-
cies of Jack & Heintz. 
The honesty and sincerity which were outstanding characteristics 
of Bill's personality were also expected. from the other executives. Jack's 
workers knew that Bill did not just talk. His statements of policy were 
immediately converted into action. Bill's straightforwa1uness cast its 
reflection upon his associates who displayed the same sincerity and willing-
ness in carrying out new policies of benefit to all. As one of his 
"associates" put it: 11At first it \vas hard to believe; we '-'tere skeptical. 
:But now we kno\.; that Bill means what he says. He will never let us down." 
Bill Jack does not see any nece ssity of a conflict betwee n manage-
ment a1~ labor concerning unionization. On the contrary, he is convinced 
that a union is a normal part of an industrial set-up. 
B. l'Ie"t I>ethods of Labor 1•1a,nagement Collaboration 
The pri nciples and techniQues used by Jack & Heintz in management-
labor collaboration '-'tere remarkable and trail-blazing~ Some of the most 
impo rtant of those principles are listed belo,.t: 
1. Skilled workers are intelligent people. They must know all about 
the organization and about their jobs.. One for all and all for one 
became a Jack & Heintz slogan vrhich was generally observed. The 
employees were made to feel that they v;ere working for their O\'l'n 
bere fit and owned a share in the company; · hence the justification 
for Bill's calling them his 11Associates. 11 
II 
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2. Management that lives in a goldfish bo"1l gives its \'TOrkers the 
opportunity to know their executives well, to understand their 
attitudesand to co-operate with company polic~es. 
3. Every phase of Jack & Heintz 1 s activities was carefully explained 
t o all "associates". 
4. There were no petty regulations, no petty authority. Minor 
disciplinary problems such as tardiness etc. \'lere ably handled 
by the employees themselves. 
5. Hanagement should be able to foresee possible causes of misunder-
standing, discomfort or distress . 
As Eill Jack saw it, industrial worAers nowadays are operat ing at 
a higher level of intelligence than in the pa st. Along with this develop-
ment ~1ere has been something of a renaissa nce in the democratic thinking 
of industrial workers . The increasingly articulated voice of labor cannot 
be regarded as just a result of 11 agi tat ion", of labor legislation or of 
left-wing propaganda. It is rather an evolutiona~r result of the best in 
American Democracy. 
Jack did not tolerate petty authority, petty regulations or petty 
restrictions. He conside red them wasteful and foresaw labor troubles 
wherever old-fashioned disciplinary methods were used. 
On the other hand he tried to forestal l possible labor troubles 
long before they had a chance to arise. His sincere recognition of 
management's social responsibility to torard its workers and their well-being 
kept him on the constant alert to foresee and prevent the development of 
possible causes of misunderstanding or distress on the part of his associ-
ates . 
The rather unusual generosity of Jack & Heintz, Inc. towards its 
employees produced extraordin2.ry results but, at the same time, aroused 
II 
.I 
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suspicion and controversy amo1~ other manufacturing concerns in northern 
Ohio . The latter had to admit, ho11rever, that Jack's personnel methods did 
get results in terms of production and profits. 
There was no magic to Jack & Heintz 1 s sensational success. :Bill 
Jack's personality plus Ralph Heintz's inventive genius did the trick. In 
order to get every possible ounce of work out of everyone of his associates 
Jack convinced each worker that his o;.m \'lelfare and. the welfare of his 
company were intertwined . He paid high wages but was able to collect high 
\>lOrk-dividems . On the basis of hourly wages, Jahco workers were in the 
top bracket but not at the extreme top of \..rage levels among aircraft parts . 1 
makers in the Cleveland-Toledo-Detroit industrial area. At one dollar an 
' hour they would earn a hundred dollars for an eighty hour week \'lhich is 
forty hours straight and forty hours time and a half. 
Jack did so much for his associates- among other projects he built 
for them a recreation center with bowling alleys and refreshment stands 
vrhich belonged to the employees and not to tlle company - that their work 
enthusiasm knew practically no limits. Where other factory workers usually 
produced at a rate of about 75 per cent of their full capacity Jahco 
workers,with their spirit and morale generated by Jack and Heintz, could 
easily boost their output to the rare figure of close to 100 per cent. 
C. Development of a strongly !4otivated Vlill ~ \vork 
There is hardly a man who, by his O\>tn shop experience, knew more 
about workers' attitudes, aspirations and satisfactions than did Bill Jack. 
He was pretty well aware of the workers' own evaluation of the factors 
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relating to their jobs, and he did not diregard the importance of motivating 
factors leading to i ncreased job-satisfaction, intensive group pride and 
higher production. 
In this connection the follotving mot ivat i ng elements are of interest 
to anyone concerned with strictly human factors in industrial relations and 
their effect upon higher productivity: 
1. Devel ol)men t of a feeling by the 11 as.socia tes 11 that they were working 
for the!Dselves. 
2. Feeling of pride i n achievements which they themselves have made 
possible. 
3· Recognition by 11 associates 11 that they were pioneering in a new k ind 
of industrial organization. 
4. Feel ing among 11 associatesll that nothing was routine and the desire 
on their part to look forward to more interesting i nnovations. 
5· Stimulation from constant improvement of physical surroundings. 
Bes ide the fact that Jahco employees had bought and owned a total of 
$15 ,000,000 of preferred stock of the company, there prevailed the dist i nct 
feeling among them that they were actually working for themselves. This 
feeling \vas fostered through :Bill Jack 1 s personnel policy which centered 
its attention around those human factors in industry which make for more 
understanding , satisfaction and co-operation. 
His llassoci ate.s 11 were given the opportunity to participate i n-
telligently in the problems of management which were close to them socially 
and economically. They took a distintive pride in the craftsmanship at 
Jack & Heintz which worked t'lro ways: 
1. any ne\'t design or technological invention improved the '\>Forking 
process as such and created bette r products 
II 
2. it stimulated the interest of the associates and their spirit 
of co-operation to such an extent that they happily added their 
best efforts in the interest of a common cause. 
The result was: high ~uality goods, accuracy in maintaining delivery 
schedules and efficient workers vrho were proud of their \vorking group and 
contented with their jobs. No better morale-building factor could have 
been devised than these ingenious and well-thought-out overall personnel 
methods as used by Jack & Heintz. Their constant stimulation of interest, 
alertness and constructive changes, their fre~uent technical innovations 
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and improvement of physical surroundings and the complete lack of monotony 
of any kind had the effect of being most powerful generators of human 
values in the hearts and minds of Jahco employees; this, in turn, found 
its outward expression in high group morale and high group productivity. 
III. WORKERS' SECURITY- A MAJOR OBJECTIVE 
There are too many examples of cases where, by and large, industrial 
employees do not co-operate wholeheartedly in the economic purposes of the 
firms they are working for, nor do they seem to be conspicuously happy. 
This is despite the fact that the personal relations between the executives 
and their employees may be cordial and kind, proving that · there exist 
certain personal preoccupations and group anxieties which influence the 
behaviour and attitudes of employees in such a manner as to increase the 
difficulty of organizing industrial processes to meet their economic purpose. 
Management may believe in the value of social integration and try to create 
a loyalty on part of the \vorkers to such abstractions as 11 compaey policy", 
"a big happy family 11 , "the principles for \'.b. ich we stand", and others. But 
what do they get? They will find that employee s do organize in g roups 
and that they do develop a sense of group collaboration. But this de-
velopment, somewhat in opposition to management's intent ions, follows other 
princ iples. It organizes itself along the follo\-.ring lines: 
la the worker's need for personal security, 
2. perpetuance of his competence withing the group, 
3. perpetuance of the 1trorking group as such, 
4. concern for his immediate social life during working hours and 
5· strong concern f or his economic future. 
In recognition of these rather basic human and social needs Bill 
Jack, the humanitarian, provided the following measures for the development 
of the security of his 11 associ a tes 11 : 
1. economic security 
2. physical security 
3· personal security 
A. Economic Security 
The pay levels at Jack & Heintz were always kept as high a s possible 
consistent ~:lith government regulations and price policies. Ja.hco workers , 
in general , \'lere · not paid top-level wages, but their ta.~e-home pay reached 
II 
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record heights due to the large amount of overtime pay received for 12 hours 
a day, 7 days a week work. This policy had sensational results. I t raised I 
the volume of production to nearly full capac i t y - a performance rarely 
at t ained in other industrial organizations - which enabled the company 
to keep lowering their contract prices. This lO\\"ering of production costs 
can clearly be traced to two factors: 
1. a strictly human one which was stimulation of production, team-play 
between shop and management, co-operation of the associates and 
2. a mixed human-technical one which caused consistently fine crafts-
manship. 
Profits made by Jack & Heintz were, therefore, due to lower costs rather 
than to higher prices. This \'laS achieved through original personnel 
methods the costs of which may appear as luxurious to some but will definite-
ly be considered as essential and legitimate by others in view of the high 
goals attained. 
Other benefits of economic nature enjoyed by the workers of Jack & 
Heintz were: 
1. a company-paid -life-insurance and health-insurance policy for each 
11associate 11 
2. constant encouragement of t he 11 associates 11 to try to better them=-
selves and to increase their earning power through promotion to 
work at higher skills 
3· rurr~le credit facilities through establishment of a credit union 
4. assistance in other phases of personal finances worked out by 
:Bill Jack 1 s 11 Good Will Ambassadors 11 • The services rendered ,.,ere 
prompt, and each case was handled by experienced staff personnel 
man understanding and personal way. 
Finally it should be mentioned as a perfect example of management-labor 
collaboration that $15,000,000 worth of class A stock (preferred stock) 
was issued and sold to associates, an investment specially earmarked for 
future use in reconversion for peace-time production. 
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E. Physical Security 
From the beginning it was clear to Bill Jack that special preventive 
and therapeutical medical care had to be given to his workers if they were 
to withstand successfully the strains and pressures of an 84 hour work week. 
It is true that this arduous working schedule was imposed upon them by their 
O'.'ln choice and free will and that they liked it too (the percentage of 
labor turnover was negligable), but their physical ability to work had to 
be safeguarded in their O'lm interests as well as for fu.ebenefit of the company 
and its customers. 
Jack and Heintz were, therefore, determined to ma~e a broad ap-
proach to maintaining the physical health of their associates. They de-
vised a long-term, well-balanced health program which was completely 
compan;v financed and '\'rent far beyond any health service ever in use at any 
industrial organization. 
To prevent fatigae, bodily strain, weaknesses, fears and uncertain-
ties concerning health from raising havoc with the physical condition of 
. 
the workers a central medical center was erected by the company, with 
di spensaries in the various plants. The associates had to undergo periodi-
cal physical examinations including X-ray tests. The company had a hospi-
talization plan and - as a comparatively ne\'i and rare service to be offered 
in manufacturing plants- a plan for dental care. This plan did not inter-
fere, ho\'lever, with private dentistry, since all cases except emergency 
and preventive work \'f'ere referred to the associates 1 regular dentists. 
It is said that Jack & Heintz, Inc. was the first industrial 
organization in this country to make available physiotherapeutical service 
to all its employees. This treatment was given - immediately and on the 
I' 
spot - in all clearly defined cases of muscular, organic and nervous ailments 
i n much the same way as in the conditioning of college athletes or of other 
professional athletes. Steam baths, massages, thermal treatments etc., 
provided by licensedpracti tioners .~re re successfully administered to avert 
f a tigue and. often, also, to fight off common colds. 
There was one measure in particular which created much discussion 
and opposition in industrial management circles. At Jack & Heintz arrange-
ments ,.;ere made with the employee s by which they were permitted to seek 
relaxation at their own point of fatigue. There were no standard 11 re st-
{ 
periods 11 • The individual worker determined for himself his point of 
fatigue and governed his rest-period accordingly - a sensational and 
revolution::1ry innovation in an indu·strial organization of over 7000 employees~ 
It , ... orked fine at Jack & Heintz. The associates respected the privilege 
and used their own disciplinary methods to correct singular cases of abuse. 
They became so accustomed to use self-discipline in their mm social 
relationships \'rhile at "'ork that the management did not hesitate to grant 
them another privilege which must be considered ~uite uni~ue. In re-
cognition of the human and legitimate need for an occasional snack, smoke 
or conversation whith fellow employees as a part of a normal wo rking-
routine the associates were able to obtain at any time coffee, tea, hot 
chocolate or bouillon free of charge. Thi s measure helped to prevent 
fatigue and provided for a minimum inter1~ption of working schedules. 
To help prevent industrial fatigue for \'lorkers who have to stand 
on their feet for long periods of time the company provided two pairs of 
specially fitted shoes for each \'lorker. 
Free lunch was served i n company cafeterias which offered relaxation 
in pleasant sur roundings. Proper care was taken t o serve good food and 
enough of it, in conformity \V'i th the standards of a well-balanced diet. 
The cafeteria was within the gates of the company's plants . The associates 
who did . no t have to leave company territory agreed, therefore, to cut their 
lunch~time to half an hour whereby more wo rking time was gained. At t he 
same time, the temptation to indulge in intoxicating beverages during 
\-torking h·:Jurs v:hich ·is knm'ln to be a freq_uent cause of absenteeism and 
industrial accidents, was eliminated, since noneof those beverages was sold 
on company territory. 
Another important benefit-measure, carefully observed by everybody, 
was the company 's vacation plan, an essential feature for employee morale 
and productivity. :Based u:pon the e:A.'J)erience that longer working hours and 
harder work necessitates a greater degree of healt h protection through 
a period of continuous absence from the normal place of employment, the 
company insisted that vacations be actually taken. Jack & He int z gave its 
employees not only a paid vacation, but reimbursement for transportation 
and subsistence expenses on top of it. Experience has also shown that 
double pay instead of vacation does not produce good results. Full and 
actual vacatio n at company expense became, therefore, a very definite 
factor in successful and productive operation rather than merely a bonus 
or a subsidized luxury. 
C. Personal Security 
In order to develop a feeling of :personal security on :part of the 
workers in an .industrial :plant, it is absolutely necessary to keep the 
channels of information open a nd easily access i1lle for each one of them. 
A successful step in this direction '"as tho no:pen door 11 policy on par t of 
map~gement as exercised by Jack & Heintz. I t served for the discussion of 
grievances and other labor problems, and it helped the associates to gain 
ac cess to the top authority without having to 11 go through chan.."lelsn. It 
was a policy of fair treatment recognized and respected by the associates. 
It was possible for each one of them to take his problem direct to Bill 
Jack without consulting anyone else. As Bill put it: 11 We get together and 
talk it out 11 • 
In general, there \vere very fellr causes for complaints or grieva nces 
at Jack & Heintz. In case of grievances, hO\'t'ever, which could occur for 
reasons of changes in cle.ssification,upgrading, increase in pay, transfer . 
etc., the following steps could. be taken: 
1. The associate could take his criev ance up \·d th h:i.. <~ foreman. As a 
rule the majority of grievanc-es could be cleared up by this step. 
2. The matter could be taken up with the 11 commi ttee men 11 • (There is 
one cownittee man elected by each department.) 
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3. The grievance \vas carried to the shop ste\'lard who, i n turn, discussed 
it with the foreman or manager of the plant . Statistics p r oved 
that less than one ha.lf of one per cent of all cases ever go beyond 
the state of a conferer£e with the foreman , possibly because of 
labor politics involved or fdr other reasons. 
4. The case could come up before a shop grievance committee. This is a 
body of five elected by the union members in each plant. It acts 
as a jury, hears everybody and arrives at a decision by ballot. It 
is noticeable that during a period of ten months, only six cases ever 
came before the shop grievance committee in a plant of 1600. 
5. As a last resort, the as so cia te \-las a h ;ays free to appeal to the 
executive board of his local union or he could still go higher , 
If his case '<I as sufficiently supporter. it then became a matter of 
routine handling between official representatives of the union and 
of management. No such cases have ever arisen at Jack & Heintz. 
Another very effective and successful way of airing grievances and 
complaints, of discussing personal problems of any kind, of getting advice 
and ass istance or both, in short of helping satisfy the'wo r ker 1s need for 
personal securi t y, \'las the previously mentioned unique Jack & Heintz in-
sti tution of the 11 Good \~ill Ambassadors 11 • Their pucyose and activities 
and the details of the counseling program were described before in chapter II , 
div. C. 
Last, but not least, among the factors which played a decisive role 
in the development of personal security among the associates of Jack & 
He intz were the foll9wing: 
1. A certain vocational security. 
ship carried high prestige, and 
identify themselves with them. 
couraged to upgrade themselves 
their vocatioP~l security~ 
Jahco products and J ahco craftsman-
the associates ,.,ere proud to 
The associates t-Tere constantly en-
- a factor \V'hich worked in favor of 
2. There were strong morale and emotional ties connecting each 
associate \'lith the company. Giving his best at all times ancl 
enjoying the understanding treatment and almost personal attention 
of management , t he Jahco employee was fully aware of his own im-
portance i n the organization and his contribution to the company 's 
progress. This satisfaction, together i'lith the economic measures 
taken to help secure his future, strengthened the worker's feeling 
of personal security within t he company. 
3· Finally, the suggestion-sy stem at Jack & Heintz has always been very 
successful. It was active , fast-moving, widely supported and 
willingly accepted~ 
CHAPTER IV 
PREVIOUS HUMAN RELATION STUDIES IN :BUSINESS A'N1) INDUSTRY 
It has been said before that in our age of a highly developed 
technical civilization the regard for human needs and human satisfactions 
has been greatly neglected. :Bill ions have been spent on research in the 
physical sciences and in their applications. :But when it comes to the 
scientific grasp of the human pro blems involved in the nwnerous social 
relationships of our modern society the real knowledge of fe.ct s is still 
very sme.ll. 
l-bch has been done, ho\..-ever, during the last fe\oJ" years to promote 
the investigat ion of our industrial society, to diagnose correctly its ills 
and weaknesses and to establish a valid set of stannards and principles 
in the fields of human behavior and social attitudes. Among the leading 
institutions striving fo r the development of social science and the study 
of human relations are The Survey Research Center and its associate 
organization, the Research Center for Group Dynamics, both divisions of 
the I nstitute for Social Research of the University of Michigan. In this 
study we are mainly interested in those objectives of the Institute which 
deal with studi es of Human Relations and Social Organization. 
This program of the Research Center was begun under a research 
grant from the Office of Naval Research in May, 1947 . It was proposed as 
"A Program of Research on the Fundamental Problems of Organizing Human 
1lehavior 11 with the general objective of discovering lithe underlying 
principles applicable to the problems of organizing and mana~ing human 
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activity". Some of those research projects which were directed tot:ard 
the common goal of investigating determinants of organizational effective-
ness and employee satisfactions shall be briefly discussed in the following 
paragraphs of this chapter in the light of their importance and significance 
to the main topic of this study. 
A. Work Satisfaction in IrrlustrJ 
The objective of this study underta~en by F. C. Mann and D. c. Pelz6 
was to discover factors related to differences in employee morale in a large 
public utility whose employees worked at a wide ran~ of occupations under 
many different types of working conditionse 
Morale, in this case, comprises the employee t s satisfactions and 
dissatisfactions with their \otork situation in general and, specif'ically 
the employee's attitudes toward 
a. the kind of work he is doing 
b. his \·lage s and promotional opportunities 
c. his hours and working conditions 
d. his supervision 
e. his fellow employees 
f. the practices and policies of the company. 
At first, a measure for employee morale was developed, and then factors 
had to be obtained and related to this measure of morale. Both goals 
b Floyd C. Mann and Donald C. Pelz ·, A Corrmarison of High and Lo,., 
Morale Work Groups (Survey Research Center, University-of Michigany-
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were accomplished with the help of extensive fixed altermttive question-
naires and from intensive intervie\'lS. Uniformly high ancl uniformly low 
morale groups were then selected for further intensive study. Personal 
intervie,~s were held \d th employees and supervisors on job and group morale, 
and fil~lly an average morale score was computed for each work group. 
An analysis was made of differences between employees in high and 
low morale groups with regard to such background factors as type of work 
in general, size of work groups, salary etc. 
The major differences in the attitudes of employees in High and Low 
~Jiorale groups centered around supervision with special attention towards 
the supervisor, regardless of type of work or of group size. 
A fe,,; examples of what employees considered good or poor supervision 
and how they reacted in both tj~es of groups are listed below: 
II H. :M. Group L. M. Group 
Supervisor will go to bat for me or stand up 
for me 87% 30% 
Supervisor is reasonable in what he e:>.."":Pe c t s 
from me 91% 365b 
Supervisor takes a personal interest and 
understands my :problem vrell 81~ 29% II 
A good supervisor, in the eyes of the employees. should be friendly, 
fair and democratic (which term may include: consulting of ments opinion, 
having an open mind for suggestions, discussing matters with employees where 
they share in making descisions, acting like one of the men ani :putting him-
self on their level). The better supervisor was also described as doing a 
number of things which resulted in giving his employees greater assurance 
with respect to their work. 
B. Supervision, Morale and Productivity 
Another study of great interest in this field was made by Dr. Nathan 
¥accoby7 and Dr. Daniel Katz. This research project concerned itself with 
Group Productivity among clerical workers in the home office of an insurance 
company. Not unlike the findings of the foregoing research study, most of 
the factors distinguishing bet"'reen higher and lm-rer producir..g work groups 
relate to some aspects of supervision. The various grades of supervision 
itself and the way in which it was administered- it was found - seemed 
to play an important role in obtaining the desired group morale. In this 
respect the function between supervision and productivity can be broken 
do\.,rn as follm·Js: 
1. Careful detailed supervision seems not to be effective in terms of 
obtaining results. 
2. SUl)ervisors who emph~size production achieve lower productivity than 
do supervisors "rho are employee-centered. 
3· First- line s~pervisors of high production groups spend more of t heir 
time in supervision and less in straight production work. They e~ 
courage discussion and employee participation. In questions of 
promotion they usually stay out of the process and let the higher-
level st' "?erviscrs handle the job . Their recommendations, however, 
carry weight a1n prestige. 
4. It was found that employees in high. producing work groups were 
1 
more critical of the company placement policy and the efficiency 
rating method employed. then \"Jere those in low producing \'lork groups. 
Dr. Maccoby suggests that, based on the findings of his study, a 
method be developed for discovering which personnel policies need 
re- examination. 
Dr. Nathan Maccoby . Research Findings~ Productivity, Supervision 
and Morale (Institute for Social Research, University of Michigan} 
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Finally it ttas established that a d.efini te and positive relation 
exists bet'llreen high pride in a work group and high productivity, although 
it can hardly be determined which one of these two factors is cause and 
which one is effect. High pride produces high productivity which enhances 
pride in tthe \tork group still more, and so on, \thich may be called a 
circular-causal or chain process. 
C. l>ioraleand Motivation 
Dr.Katz8 in att~mpting to measure and evaluate the interplay 
between motivating forces and group morale in industry, arrives at the 
following important conclusions: 
Confronted with problems of human adjustment and human motivation 
modern management has to concern itself with the human equation in spite 
of the excellence of organizational charts. 
A definite relationship exists between job satisfaction and 
occupational status. In general, people doir~ the more interesting t~pes 
of work requiring greater skills are much happier in their jobs. A positive 
relationship was also found to exist between the degree of skill a1rl morale. 
The general philosophy of management that emphasizes the importance 
of external rewards cannot be supported. i'Torkers like jobs that give them 
a chance to display their skill and to show their worth, a!l.d they pla.ce 
considerable value upon being a member of a congenial work group. They 
are favorably affected by a supervisor or a boss who treats them as human 
8 Dr. Daniel Katz. Morale and Motivation in Industry (Survey Research 
Center, University of Michigan~ --
II 
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beings. They are motivated to \~ork for a company where there is co11...fidence 
in the fairness of their treatment by top management. 
D. Resistance to Change 
Whenever it becomes necessary in industry to change a worker's job 
due to a change of :product or a change in :production methods, a markedly 
greater rate of absenteeism and labor-turnover can usually be observed., 
to~ther with a drop in :production. It was felt that the pressing :problem 
of resistance to change demanded further research for its solution . 
One of the most comprehensive surveys in that direction was conducted 
by L. Coch and J. R. French, Jr .9 at the :plant of the Harwood !•ianufacturing 
Corporation in the small town of Varion, Virginia. From their report it 
became clear that, as far as management is concerned, two main problems 
had to be solved; 
1. Why do :people resist change so strongly1 
2. What can be done to overcome this resistance? 
Three consecutive steps were taken: 
1. A preliminary theory was devised to acc ount for t he resistance 
to change. 
2. A live experiment was conducted at the factory. 
3· The results of the experiment were interpreted in the light of 
theory plus new data obtained . 
Two experimental groups and one control group were established for 
the experiment, and different methods were tried out in handling each of 
9 Lester Coch and John R. P. French, Jr., Overcoming Resistance to 
Change (Human Relations, Vol. 1, Number 4, 19llB), p:p. 512-532. -
these groups . Democratic procedures were devised and used in the transfer 
of the t\•To experimental groups. The first procedure may be called 11Parti-
cipation through Representation 11 '1.-.rhich meant that a representative group 
elected by the workers to be transferred participated actively in designing 
the changes to be made in the jobs. The other democratic method used with 
experimental group t\'10 was 11Total Participation11 • I n this case all members 
of the group to be transferred participated in designi~~ the changes which 
became necessary. The third group, called the control group, went through 
the usual factory routine when they v.1ere changed. All that \·tas done in 
this case was to modify the job and to set the ne\'1 piece rate. Explanations 
\'lere given afterwards in a group meeting. 
The experiment resulted in a determined resistance which developed 
in the control group. Expressions of resentment and voices of aggression 
against the management became loud, together with open or hidden acts of 
hostility aaa,inst the supervisor. On the other hand, the success of the 
democratic procedures as used with e~~erimental groups one and two was 
obvious. These two groups recovered fast, their rates of relearning im-
proved steadily, the workers sho\-:ed definite co-operation, and there were 
no quits. Ey comparison, howeyer, the technique of Total Participation 
showed the best results. 
The findings of this research were interpreted by its authors as 
follows: It is possible for management to modify greatly or to remove 
completely group resistance to changes in methods of work and the ensuing 
piece-rate. These changes can be accomplished by the use of group meetings 
in which management effectively communicates the need for change and 
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stimulates group participation in planning those changes. Pointing to the 
very tangible success which this experiment brought about for the Harwood 
Corp . (greatly reduced group resistance to change together with reduced 
turnover and sggmssion,improved l abor relations in general, greater co-
operation etc.), the authors of t hat study referred to action-research as 
the only key to better labor-management relations. 11 It is only by discover-
ing the basic principles and applying them to true causes of conflict that 
an intelligent and effective effort can be made to correct the undesirabl e 
effects of the conflict 11 • 
E. Implications of Social Change 
11 The creation of a change in the social system can cause the 
development of resistance 11 , says Alvin Zander10 in his resume on certain 
1
research findings in connection with necessary changes of the social system. 
He is convinced that practical and useful social science can be applied. 
After citing a few examples of resistance growing out of administrative 
changes in business and. industry, he finds one common denominator \'l'hich 
might help to define the concept of resistance. 11 If a person believes a 
change has been made, or fears potential change, it m&~es no difference 
whether or not it is true in fact . He will act as though there has been 
a change 11 • 
The author names a fe,., conditions as conducive to resistance: 
1. Resista1me can be expected if the nature of the change is not made 
10 Alvin Zander, The Problem of Resistance in Creating Social Change 
(Institute for Social Research, University of Michigan) 
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clear to the people who are going to be influenced by the change . 
Giving information about the impending change is important . 
2~ I nformation alone is not enough, since different .people will see 
it differently. i•le tend to interpret in our ,;rorld the things we 
need to see, and some people may see potential threats in even a 
simple change of off ice r out i ne. 
3· Resistance can be expected when the person to be infl uenced by the 
change is caught between strong forces pushing him toward the change 
and similarly strong forces restraining him from changing. 
4. \'there people are siilT'~ly informed about a change, and afterwards 
allowed to ask .questions, strong resi stance is bound to arise . 
Total participation , ho'\trever, that p rovides an opportuni ty to 
develop one 1s ow~ motivation, will decrease resistance effectively. 
5· Changes made on personal grounds rather t han on impersonal sanctions 
will, no doubt, cause resistance. 
b. Resistance also may be expected if established institut ions wi t hin 
the group are ignored. In this case the change would affect strong 
habitual ties governing certain customs in working or in relations 
between people . 
In his effort to devise useful _means to help prevent or decre ase 
the r esi stance which generally arises in the change of a social situation 
the author developed the follovring methods and principles: 
1 . Res istance will be prevented to the degree that the changee 
develops his Olm UIJ.derstanding of the need of the change. 
2. Two-way communication - from the admi nistrator to the group and 
from the group to the administrator- is necessary. Without i t 
there is no complete understanding - so essential in the prevention 
of resistance to change. 
3· Res istance may be less likely to occur i f the changee participates 
in mak i ng deci sions concerning the change, and if he i s given a 
chance to discuss the major f actors involved in the change. 
4. Fi!lally, resistance will be less likely to develop if f acts \>rhich 
point to the need for change are gathered by the persons who must 
make the change. 
F. Socio-psychological Forms of Measurement 
of Human Factors relevant to this Study 
The follot-ling informat ion was gathered from a brochure called 
IIHuman Relations Study Techniq_ues 11 , published in lviarch , 1949 by the 
"Survey Research Center 11 • The main point of departure in the Center t s 
program was the t.."lorough following of the scientific approach that has 
yielded such rich returns in other fields and the implementation of ti1is 
approach by utilizing modern advances in soc io-psychological techniques. 
This procedure promised to give reliable a nd. valid measures of the many 
human factors relating to gr~~p morale and group productivi ty. 
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Eased on a research of the motivations which influence g roup morale 
and productivity, it is specified \·rhich factors are to be measured and also 
\'lhich checks and controls are 1;1ecessary to establish causal relationships. 
I f , for instance, the human causes of differences in production are studi ed 
the r e search design mu.st rule out the possibli ty that those differences are 
due t o technological processes. Thus work groups are comparable on.l y \'Ihen 
the type of work they are doing is essentially similar anrl. when the tech-
nological factors affec t ing the work are the same . 
The actual field work may include three types of research: 
1. Interviews with ra~~ and file personnel , supervisors, managers and 
uni on repre sentative~; 
2. Observation of the behavior of the group and 
3· Systematic collection of obj ecti ve records already available. 
The interview materials are first coded and then scaled according to the 
codes. The original planning and t he analysis represent the real heart of 
t he research process which , when effectfully conducted, should carry enough 
basic material to permit the development of continued research studies for 
the establishment of objective standards and principles e 
A genuine advance in the study of social phenomena has appeared in 
the form of the case study approach. Participant observation is the rule, 
together with interviews, study of available records etc. which provide a 
thorough knowledge of the functioning of an organization. 
11 In our program of human r elations in group organizations", reports 
Dr. Katz11 , 11 we set as our over-all objectives to find out (1) the causal 
conditions which mru~e for a high level of group performance, and (2) the 
conditions \ hich make for high morale and for the maximum individual sa tis-
faction to group members. In this fra.me\'JOrk we postulate as independent 
variables the objective factors outside the individual such as the things 
his boss actually does, or the incentives the company actually sets up or 
the organizational structure. Our dependent variable is the performance 
in the groups. The intervening variables are the perceptions and attitudes 
of. the group members. 11 
In this connection we refer again to the example of the survey on 
ttHigh l-1orale and L0\'1 Morale • work groups 11 as described in a previous chapter 
of this study . There, the following research method was used: A design was 
set up, with productivity as the dependent variable, supervision and manage-
ment as the independent variable and worker morale as the intervening 
variable. Company fig~res were accepted in lieu of measurement of producti-
vit y. But supervisory and management practices were measured by intensive 
11 Dr. Daniel Katz; The Role of ~ntitative Research in Group 
Organization and Group Functioning (Institute for Social Research; 
Un versi ty of Michigan) 
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I interviews. The various dimensions of morale of the rank-and-file employees 
were measured by depth interviews with all employees in matched sections 
and divisions. Thus three independent sets of measures were obtained which 
formed the scientific basis for the findings and conclusions of that 
research study . 
CHAPTER V 
COl:JCLUSIOlirS AND RECO~ilv!ElifD.ATIONS 
I. CORRELATIOlii OF RESEAEDH FINDINGS (CHAP.rER IV) 
WITH STATISTICAL DATA AND PSYCHO-SOC IOLOGICAL 
EVIDENCE OETAil~D (CHAPTERS II P~ID III) 
Extensive scientific surveys and research projects which were 
conducted during the past few years for studying human relations and social 
organizations, have provided us with a whole array of new knowledge per-
taining to human behavior and social attitudese Those surveys dug deep 
into many areas of labor-management relationships in industry, dealing in 
particular with specific problems such as group behavior, group morale 
and productivity, motivation, group influences, supervision, leadership 
etce Means of measuring human factors involved in such group relationships 
in industry were successfully tested a~d developed, and certain standards 
and principles were established which may \'l'ell serve as a yardstick for 
management-labor relations actually existing in specific industrial 
organizations. 
We refer to our study reports on factors relating to group morale 
and productivity, high morale and low morale work groups, the importance 
of democratic methods in supervision, the causal relationships between 
morale and motivation, worker 1 s resistance to changes and how this factor 
can be measured and modified and. finally, the concept of social changes 
and its implications. 
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"It is important to make explicit ou,r values when proposing solutions 
or when evaluating research.--- Our central norm of democratic ethics 
states that social policy-making and social changes must involve the 
maximum collaborative participation of all persons and groups concerned. 
Let us DO\ol examine the operational meaning of the. norm of collaboration 
as applied to labor-management problems . Both labor and management 
have an obligation to improve their ot·rrt. and each other's skills of 
collaborating; for collaborative problem-solving is a difficult art 
and science which can be maximatly utilized only where all parties 
concerned are highly skilled. In a sense this is saying that our 
norm implies that collaboration must also be educational in it s intent. 
Each party must keep open the channels of communication not only in 
order to influence the outcome of the collaboration but also in such 
a wa:y as to improve the understanding and_ skill of both itself anCl. the 
other party. nl"2 · 
Looking backward upon the activities of Jack & Heintz during the 
war years 194o to 1945 it can be said that, based upon the printed sources 
of information available, the labor relations in that company and all 
problems connected with it were handled in a unique spirit of ~uman under~ 
standing, social collaboration and with a faith in truly democratic values 
which prevailed throughout the entire organization. 
Here is a short summary of personnel techniques used by Jack & 
Heintz which are either "identical or compare favorably with those methods 
and attitudes which, in accordance with the scientific surveys as described 
in chapter IV of this s tudy, had achieved the highest results in boosting 
employee morale and productivity: 
1. Absolute honesty and sincer ity on the part of management. 
2. Full grasp and appreciation by management of the behavior of all 
their "associates" froL1 the bottom level up. 
12 John R. P, French, Jr. & Alvin Zander, The Group Dynamics Approach 
to Psychological Studies of Labor-Management Relations (Institute for 
Social Research, University of Michigan) 
II 
}e Personalized inter-plant communication system which helped everyone 
from the bottom group up to understand and appreciate management's 
plans, problems and policies. 
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4. Sincere recognition by management of the importance of the individual 
man. 
5· Absolute fairness in the handling of grievances and promotions. 
b. New methods to eliminate the traditional causes of t he gulf between 
management and labor. 
7• New methods of management-labor collaboration. 
8. Development of a strongly motivated will to work. 
9. Unique system of benefits to 11 associates 11 and safeguarding of their 
economic, physical and personal security. 
10. Constant improvements of physical surroundings, innovations of 
technical nature and ensuing simplifications in the working 
process made work for the Jahco nassociatesll interesting and 
challenging. The workers \'Tere proud of their work group and 
equally proud of the products which they made. There was no 
monotony in the wo~cing procedures at Jack & Heintz, a factor 
which. contributed greatly to the stead.y boost of output. 
This enumeration of democratic, liberal and forward-looking 
techniques used by Jack & Heintz in relation to their employees is a matter 
of record corroborated bw numerous public statements, books and articles 
printed in business magazines such as :Business \'leek, Fortune, Steel, Iron 
Age, Human Relations and others. 
It is eQually a matter of fact that the names of Jack and Heintz 
and the exceptional treatment given the workers had such an excellent 
reputation and strong attraction that around 30,000 names of job-aspirants 
\'lere continuously to be f ound on the \<!ai ting lists of the company. Competi-
tive companies and other industrial organizations in the region,which ha~ to 
suffer under this strain on the labor market, realized the danger of this 
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situation and complained about it repeatedly in local papers and tre~e 
magazines. 
Finally production records, as far as those could be made available,! 
shm<~ed that all through the years of its \'Tar-time existence J ack & Heintz 
was in a position to improve the quality of its products, to cut the costs 
of production. to lower the contract prices per unit and to inc rease profits . 
I 
It shall not be denied, however, that the combined technical skills 
of both Bill Jack and Ralph Heintz also played a role in the steady upwa1~ 
development of their firm. 
Eut the main credit for the almost legendary succe ss of this concern 
is due to their methods of handling the h~~n factors involved in industrial 
relations. lllianagement and Labor at Jahco were fully a\'!are of their O\'Tn 
social obligations. They did their best to co-operate in trying to solve 
complex human problems which they considered a challenge to their administra-~1 
t ive and productive capacity. Hot only did Jahco 1.s system of comnnmication 
conform t:> a classical definition by Johnson & J ohnson : 
"Communication is to inform, to tell, to spread information. 
Communication requires the capacity of one individual to convey his 
feelings and ideas to another. It is a network of partial or com-plete 
d t d • n13 -un ers an.~ngs. , 
but it also was part and parcel of Jack & Heintz 1 s conviction about human 
relations that the forces that propel people permanently never come from 
outside,but only from within. 
1 3 Johnson & Johnson, Communication in Business and Industry (New 
Bruns\li ck , 11. J. ; 1949 ) , p. 3 ~ 
ttEach of us is the center of his o"m universe. Our basic drives are 
to manipulate the outer world in terms of self-interest, self~expres­
sion; the ways in which we want and like to do things are often of 
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more importance than the ends which \'le may believe that we desire to 
achieve. Ego transcends profit in both its narrow and its wider pense, 
and personal methods are more important than the profit-motive.nl4 
These principles were realized by Bill Jack who treated his 
nassociatestt first and above all as human beings. In an outstanding per-
formance of enlightened leadership he used the art of human understanding 
to raise the morale of his employees (including pride in their work-group, 
pride in identification with the company and its products, satisfaction 
"'i th their jobs, \'rages, security measures and chances for promotion) to 
such an extent that it was almost unavoidable for production figures to hit 
record heights. 
II • SIGNIFICANCE OF THIS STUDY 
FIDM A PUBLIC RELATIONS POINT OF VIE\'1 
IIPublic Relations must coordinate the kno\~ledge developed in all 
fields especially in the social sciences. From this synthesis of 
knowledge will emerge a new perspective and purpose which will enable 
the competent practitioner to modi f y and improve the purpose of all 
organizations and of ~~e men who control them. Thus, working towards 
the advancement of ma~~ind,. Public Relations must assist in the 
integration of specialized knowledge and the application of this 
knowledge to the developl!lent of ne\'1 purposes ·for all forms of human 
organization. 1115 
Bill Jack was his own best public relations practitioner. In his 
every day dealings with employees as well as vri th other 11publicstt of the 
14 David Houser ,t·lhat Peoule want from Business (:New York: illicGraw-
Hill Book Company, ... nc., 193B); p. 15~ · 
15 F. T. LeEart, ££• cit~ 
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company he lived up ~o the highest sta.P.dards of sound Public Relations. 
He was always concerned with the well-being of his 11associates 11 , with better 
and cheaper products for his customers and \V'i th security for his s tock-
holders . As a skilled worker and former union man he had a profound 
interest in and understanding of the human and social problems be setting 
the v10rkers in his plants . and as an enlightened executive he kne\v that 
all the deepest elements of personality and character traits, such as 
imagination , reasoning process, interests, desires and ambitions, not to 
mention weaknesses and prejudices, had to be consider ed just as i mportant 
i n bu s i ness as any"¥Jhere else ~ 
It is rare and remarkable indeed '~hen an individual or a company 
keeps fo llowing certain self-imposed rules of conduct without reali zing 
that those very · same methods have been declared by another authori ty a s 
guide posts for democratic attitude and sound social behavior. This was 
the case '"i th Jack & He intz ,.,.hose personnel policies correspondect almost 
to the letter to a statement of principles developed by American business 
leade r s, ~rinciples which may well serve as a yardstick for successful 
Human Relations in modern business:l6 
1. Men are interdependent. 
2. Employees are social creatures, sensitive to considerati ons of 
:pride, achievement, desire for esteem and affection and s i milar 
non-economic drives . 
3· Respect for the dignity of the i ndividual. Coru1ected with 
self-esteem is the need for self-expression, opportunity to 
advance, success in ones endeavors and the satisfaction of 
attaining a useful place i n the world. 
16 Human Relations in I1odern Business, A Guide for Action sponsored 
by American Business Leaders (Prentice-Hall, Inc., liTe\.; York, 1949) 
4. Need for the es t eem of others, for r ecognition and a confidence 
that they will be treated like human beings in all relationships* 
5. Basic instinct for survival which includes the obtair~ent of t~~ 
essentials of the most modern, decent standards of living. 
b. Employees desire security about their future. 
1· ~en have thei r social instincts. They naturally terA to associa te 
\'lith those who share their i _t erests and to develop tea.m-work 
in :persuing commo~ , underto.kings . . 
Where these needs are being met men are happy, co-operative and 
productive. Wb.e·re these needs are not met men become morose and bitter. 
Thus it may be conclud.ed that business is more than a matter of competi ticn, 
subjected to the impersonal laws of supply and demand. It should be under-
stood that business exerts a vital influence upon the lives of men , and it 
in turn is influenced by man 1 s nature and his aspirations. Lasting success 
l'lill be achieved only where all the moral responsibilities of management 
a11d labor are fully met . 
I II. TOWARD INCREASED USE OF 
DEHOCRATIC :METHODS IN A!c1ERIC.AN BtlJUSTRY 
IIPri vate Business is gradually reaching a danger point. It mey 
not be too late, however, to save i t from stifling control, sociali-
zation or natior>.alization . The methods are ; 
1. Fuller service to the :public; 
2. Greater candor in giving out infonnation; 
3· A presentation of the overall position of business in social 
and cultural history. 
The administrator of the future must be able to ur>Aerstand the human-
social facts for what they actually are • 11 17 
The personnel policies of Jack & Heintz brought about closer under-
sta:r:rling behveen mal".agernent and la.bor to the mutual benefit of all concerned. ~ 
17 F. T. LeBart, ~· cit. 
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It is only natural to assume that industrial circles will be interested 
in giving the widest possiOle publication to those methods and theories 
which resulted in happy workers and high profits~ Befo re such a step is 
undertaken, hovever, the q_uestion must be asked : Are American employers 
interested in changing the traditional antagonistic or at best indiffe rent 
attitude WhiCh exists generally between employer and employee into a more 
personal. and more constructive relationship? If the ans\'ler is yes, then 
Jahco policies will be studied. If the answer is negative, and if the 
sociel, economic and physical lrelfare of the e~ployees i s regarded as 
somethi ng that can be lightly passed on to government when depression 
conditions arise, then those policies can lead only to confusion. "An 
improvement i n personnel methods may be no more revolutionary than in-
' 
stalli ng a ne\o: machine in the factory, but many employers find. this truth 
hard to accept.n18 
The status of Labor has undergone radical changes since industry 
started to be a powerful factor in this country. More and more concessions 
voluntarily and otherwise, were made to the v:orking men, and this progressive 
development has actually never reached a standstill. After a certain amount 
of physical security, incl uding working time, ade quate pay and working 
conf~it ions, was achieved for the workers the social sciences entered into 
the picture. Ne\'1 norms and standards were developed and recognized: 
happiness on the job, human dignity, social status within the organization, 
psychological and sociological needs, desire for belonging, affection, 
18 H. R. fard, E.£· cit ., p. 127 
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fair treatment, recognition, respect, identification and many other drive s 
of non-economical and non-physical na~ure. 
l'lhere those important human factors are taken into consideration men 
wil l be happy. Where they are neglected, hO\vever, or overlooked wide-spread 
dissatisfaction a1m frustrat ion m~ result. Frustrated men often seek 
compensation in aggressive action. But where each group feels sure of the 
other 's sincerity both \¥ill feel free to work for the common good .. 
The Labor problem of .today is not so much an economic one, but one 
of a need for the understanding of human wants and desires . 
11 The work of each individual cannot be considered. in the light of her 
or his economic motives alone. Tr.~e fact is that, within th.e limits 
of physique and skill, work effectiveness is related to the general 
outlook of the individual and particularly to that part which can be 
described as his or her social si tuation.nl9 
UAttempts to engender a satisfied and co-operative atmosphere amongst 
employees. by offering them i ncentives based on future ret¥ards, so 
often miss their mark. What is usually required is not an augmentation 
of trle logical motive, but an enrichment in pr esent social living. 
Satisfactory living is social living. Thinking has been warped by an 
over-emphasis of economic motives . 11 20 
Ever since the begin of human experience men have worked. Man's 
emotional sat isfactions stem, therefore , to a gr eat degree from the sense 
of accomplish~ent which the individual derives from his day-by-day lacor. 
But does the average working man of today draw this satisfaction from his 
job? If not, how can he recapture it? This is a crucial question upon 
the ans ·er to which may very well hinge the soluti on to the Labor problem 
of today~ 
l9 T. N. fuitehead, Leadership in~ Free Society, (Cambridge: Harvard 
University Press, 1949), 266 PP• 
20 T. N. Whitehead,~· cit.,p. 23 
58 
We live in a democratic society, ana_ there is no reason why the 
same principles, held in awe and respect as f ar as our form of government. 
jurisdiction and education are concerned and which gpvern our social and 
com~unity relations, coUld not and should not be fully and consciously 
apylied to the manifold h~~an relationships concerning our industrial 
organizations. 
The example of the personnel policies of Jack & Heintz and the 
correlation of the physical and psycho-sociological data obtained with the 
findings of previous research studies conducted in the field of Human Re-
lations in Industry have tended to prove on a broad level that a positive 
relationship exists bet\'reen consideration for employees and group morale 
and product i vity. But increased and deepened consideration of the human 
element can include many more factors. It \>las found "that the fi rst line 
supervisors of high productivity groups do behave some"VIhat differently 
tO\·mrds their employees. In general it might .be said that they are more 
responsive to the needs of their employees. Since the needs of employees 
in different situations differ SUDervisors of high productivity sections in 
different organizations and in different sections behave ~uite differently. 
In one organization they may give them more responsibility in doing their 
rork than the low productivity supervisors in that organization do. In 
another the high productivity supervisors are more helpful in training the 
men for better jobs .u21 
2l Unpublished letter from the 11 St.1rvey Research Center", 
University of Michigan, May 22, 1951 
It is, therefore, suggested that truly democratic procedures in 
personnel relations combined with increased and deepened consideration 
of the individual worker as a human being, be among the foremost goals of 
our industrial organizations. A development in this direction is not only 
desiraole but necessary in the interest of healthy employer-employee relations 
and for the benefit of safeguarding the democratic structure of our societ~r ~ I 
As pointed out in the 11 Introduction11 of this study, ind.ust!"'J in 
this country is already gradually moving a\·ray from the idea of regarding 
the worker in the simple sense of 11 economic mann~ This evolutionary 
process toward increasing acceptance of human factors in industrial re-
lations cannot be stopped at this stage of the game without running the 
risk of stirring up dangerous reactions. It is , ho~rever, possible to speed 
up this liberal development considerably through proper metr~ds of education. 
It is recommended that a central clearing-place be set up for the 
purpose of collecting data, figures and any information obtainable concern-
ing the use of Democratic Met:b..ods in Management-Labor Relations and of 
Humanism in Industry. Such info rmation may be gathered from all sources 
such as management, public relation departments, labor unions, individual 
executives or workers and competent and interested outside observers . 
No effort should be spared to impart any such information to 
industrial executives all over the country - putting special emphasis on 
successful employee relations, where those have helped to increase production! 
and profits aril to raise the good-tdll and prestige of the company in the I\ 
community. A monthly publication should be established for the purpose 
of collecting, screening and puolishing those facts and figures wh i ch may 
serve best the purpose of working towards the final goal of complete 
democratization of the industrial and business relations in this country. 
Educational lectures, pamphlets, radio, television and ne\'rspaper announce-
ments, as well as motion pictures cou.ld play their parts in accelerating 
this process of humanizing American business and industrya 
bO 
One of the best incentives in this connection would be the publi-
cation of a II~Tho 1 s \:iho 11 containing the names of enlightened managers and 
democratic executives. Such a year book would deal in dete.il \'lith the 
personalities of outstandingly democratic leaders in industry together with 
their achievements in solving labor and production problems through the 
consider~tion of human factors involved. The publication should also 
stress and give favorable mention to cases of conscious and successful 
efforts to\'rards establishing workable employee relations on a genuinely 
co-operative basis which, by follo'vring democratic principles, helped to 
boost production figures, cut production costs and increase company profits. 
A proper use of this 11 \'Tho 1 s i·lho of Enlightened l4anagement in Business and 
Industry 11 may have the effect of hastening a desirable development which i s 
already well under way . 
Finally let us never forget the American creed. It is our 
fundamental belief that men should be free and that free men can achieve 
more than slaves. But to back up this ideal each one of us as an individual 
and as a member of a group must accept the obligations and responsibilities 
that go with freedom. In our social relations we must work together as 
a team if common problems are to be solved successfully. Co-operation, 
not antagonism, is the key to achievement. The practice of sincerity and 
I 
honesty of thoughts and actions, havir~ faith in each other, insight into 
and understanding of the other fello\<T 1 s problems will pave the way toivard 
the recognition of individuals a s human beings with their own rights aP~ 
dignities. It will lead to a mounting a\-rareness by each one of his own 
responsibilities towards the society of which he is a part. These democra-
tic concepts are necessary prereq_uisi tes of smooth functioning labor re-
I lat ions. They are the only solid foundations for a nation-wide co-operation 
of labor and management and a Humanization of America n Business and Industry. 
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